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Chief, CGS OoBunentB on the 


Review of the ZO Recoaaaendiatlons 


Regardiiig yorolgn Intelligence Cpllection Rogvirwuonte 


RmHAfSNZ^TZCBf 1 and 2 > The gWIO’e 
Chief, OGS Coamwots ; 

Concur. The ccnbinatlon of the new DGID l/3~‘*PNZO' s»*and 
DCZD 1/2— -CNIO* e—'Should inoorperate those subjects and gec^raphical 
areas which do not warrant the development and allocation of Intelli’- 
gence reaouroes. Ihis would go a long way toward setting a base for 
a more consistent process of validating requir^enta and, within 
broad limits, of setting priorities. The success of this will depend 
on the clarity and brevity of the "national survival" DCZD 1/3. 


1 uz^e strongly that, whatever the ntjtaposition of the ad hoc 
group and of the "suitable mechanism ... to recommend to USIB 
specific . . . actions" , CGS be included from the outset. The "suitable 
mechanism" might very well be the product ion*- conscious m^bershlp of 
the Collection Guidance Advisory Group recMxamended in No. S, together 
with representatives of collection elements for this specific purpose. 
Such a body might begin upon the taak of bringing about better 
synchronization than 8e«s8 new possible between the progr ammi ng of 
intelligence production and that of related collection. 


A caut ionary note , however; 
Group under 


Committee whiclu 


My experience with the I^IO Review 
in 1963 and the abortive Collection (hildanoe 


tried to set up indicates that the problems of 


OMsmunication within such s group as is recommended here, the 
disparity of interests among the members, and the ephemeral i»ture 
of Ita tasks makes its successful operation quite problematical. Hie 
Collection Guidance Committee met only twice. I would suggest that 
COS, aware of both substantive needs and collection capabilities might 
be of considerable assistance to the chairman in structuring agendas, 
atsrshalllng contributions and clarifying varying views. COS' service 
in the past to E/DCZ/NIPE recommends our participation as suggested 
under OoBBoent (d) on a ccMtmiunity**wide basis. 


We concur in the proposal to reacltui the need for annual and 
quarterly revisions. If the initial gzoup can be kept concerned 
end involved, with CGS functioning aa its day-by-day continuity, it 
should be able to revise these documents as real-world events 
dictate, at leaat for the first round or so. After that, who knows; 
it might revert to the BNE. 


U kJ n i- 1 — 
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SSOOMUSNOATlGli 4 > llie IPG 
Chief, CGS OoBaBantg ; 

Agree with Eruce'a cooisenta oa Reeocmeodation 4. We ean 
pr^ere and coordinate the p^ropoaed notice, but the function and 
responsibilitiea of the CIA Member of the tPC will need conalderable 
expansion and detailed description which in turn will need 8ub~ 
stantial working out with IHV'P* We can take the Initiative in this 
after DCID S/5 has been revised. 
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RJ^XratEMnATION D <• FI Staff 


Chief, CGS Ocnsoents: 


Though this is QOt maoQg those considered by 
gK>iq>, it seens to ae necessary for CGS to play some role with 
respect to FI Staff's rejection of "ad hoc re^tuireaents which do 
not clearly satisfy the criteria for clandestine collection". 1 
recoaaend that FI Staff be specifically directed to discuss 
questionable requlreaents with CGS before finally rejecting then; 
it aay merely be a matter of rewording or highlighting that part 
of the problem susceptible for clandestine collection. This 
raises the question of the 06S role in screening requirements from 
the TSi/l and a>«i from OIA and other agencies bound for 

claiKlestine collection. We feel we slKiuld be able to indicate 
where some of th ese requirmaents mi ght be covered by other 
25 Y 1 jA<»IIsetors~»DCS, r 1 system, or even OCHOl or HSA, 

and thus serve as shield for DQi^P and FI Staff. We should do 
this at least for all requirements on W/P originating within CIA. 


25X1 A 


^ ® ■ t . j'i 5'* i 
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RBOmnOBNlMTiON 8 ~ WQXn 986 
Ctelef, 063 Ooanents : 

Concur «lth the revised rec^noaemietlon, except to chtnge 
"encourege" to "erawre". I strongly agree that the isqileiBentatlon 
of other reccw^endations will have acre to do with general laq;>rove-' 
ment than the meehanlcal revision of I^rm 986. Itovertbeless. I 
differ with Bruce's iBq;»lioatlon that **tm persona feel it necessary 
or useful to aeet the validation criteria conaolentlously . ” This 
is a CGoaient of najor iapertance buried with a minor recomaiendation. 

A large mmher of the deficiencies noted in the IG Beport would be 
alleviated, if not cured, by wore consistent application of 
validation criteria all along the line, but this depends upon some 
authority somewhere to say "no" to an "invalid" requirement. Neither 
the IG* s Report nor the revision of reoomaendatlons by | | 

has fixed this responsibility to say no. Under proposals here, it 
is diffused among "supervisors", the Collection Guidance Advisory 
<h:t>up, COS and the line authority of office chiefs and others, 
until this responsibility is fixed and has been made operational, 
the need for atH>lying validation criteria will not be taken aerlously 
among those who originate and endorae requirements. Store on this 
below. 


Qv-., i 
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REOOlWEiaiftTXON 7 - AnaXyat-Collector OwwTOnicatlon 
Chief, COS OoTOBeaf ; 

Conour In the rewoird^ recoiaBeiKiatiOD with the udditioiuil 
stipulation that the pppx^riats el^Hint of 0(^ he kept inforawd 
of the general trmul of an8lyat*>collector interchange mad of any 
cORBBltments arising therefrfm. Paragraph 66 on Page Ill'-aS, which 
precedes this recooRaendation, notes that the effort to persuade 
the collector to mount a collection operation should be between 
the di recto r of an office and his oountexpart in Clandestine Services 
25X1 I I ^ sutaiit that it is inqx>sslble for CC* to dte its work 

in monitoring the flow of requirements and responses thereto if COS 
is not made iMrty to the dialogue between a inroduction office and 
a collector. We hove never intexpoasd any barrier to analyat- 
collector oommunicetion and in fact have es^ureged it wherever it 
aeened helpful to either side, (hie of the dlffieultiea referred 
to in the IG Report ie the foot that numerous requironents are 
served upon collectors directly, bypassing OOS, preeopting collection 
resources which could be better used for setisfaction of other, 
perhaps of higher priority, needa. In short, it ia ctamn difficult 
to know what can be done to meet a requirement If we are unable to 
know how much a collector's eapeoitles have already been taxed in 
private bilateral deals. Analyat'^collector oontacta are good and 
useful; we ask only that contacts be on established programs end 
that we be kept in the loop. 
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Rirac»MElinATXON 8 « CQS nxwl the OoXlactAtm Ow3l<l»nce AdvXaory Grot^ 

Chief > CgS Ck»Baent« 

X agree that oolleotion requiresents prohleoa are the ooiBsaon 
prebl^un of intelXlgenoe producera attempting to laake <H>iXectlon 
machinery work effectively for their needs, and In this sense CQS 
should bear the sMse functional relationship to the producing 
offices of BXJ/SSiT as we do to those of OC/X. In a way the proposed 
Collection Quldance Advisory (hroup is a device to offset the fact 
that the production offices are not in a single directorate and 
therefore requiire some bridge for coimaon action across directorate 
lines. The effectiveness of this reoonn»ndation as revised depends 
hMvily upon two factors: the effectiveness of the prf:q;H»a^ 

Oollectlon Quldance Advisory C^oup and the ultimate agreement of 
all Involved as to what is and ia not included in the term '’technical 
assistance”. We would prefer the tern "specialized assistance” to 
avoid confusion with technical matters of resolution, frequencies, 
etc. Further, Inasmuch ss ^xMse's comments recognize CQS responsibi- 
lities for handling the requir<mentB process, and in keeping with 
the intent of the report, we suggest that the reconmendstlon be 
phrased ss follows: 

... hold the Oollectlon Guidance Staff responsible for 
maimtging the oollectlon requirements process and providing 
specialized assistance in the field of collection guidance to 
their producing offices so as to: 

a. Mitigate the deleterious effects of the Infoxiaatlon 
Explosion that are already being felt. 

b. Apply strict selective criteria to all foreign intelli- 
gence requirements In order to prevent the Information Explosion 
fztsa getting congiletely out of hand. 

c. Introduce pzogresslvely more order and systraa into 
human- source requirements. 

There Is in the Charter of CQS (JODI Ik>tice 1-130-20 of 6 May 
1964) a list of our functions which would form one definition of 
what ia subsmed under "technical assistance”. In practice over the 
inteTveni!^ years these baro-bone deserlptlons of functions hsve been 
fleshed out to estsbllsh for (XIS s major role In intelligence manage- 
ment. This role Incl tides, in addition to the mechanical st^s of our 
original Charter, the tasks of formulating and recommending collection 
programs, costing alternative collection proposals, developing 
specifications for technical collection systems, recemmending 
collection policy positions within the Agency and before USXB, 
evaluating collection system performance and bringing together analysts. 
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RftO people oollectors in Inuaginative pfograaw to develop new 
ways of •newering old and tough probleaa. Thround^ all these 
roles, G6S has evolved well beyond the routine tasks of its 
predecessor units in transnittinf ’’blue ditto" requirraents from 
the analysts to the collectors. As the complexity of both pro~ 
duct ion aiul coll notion problems has increased durii^ our y««rs, 
these manag^ent funotlons have emerged in response, 'today’s 
collection world requires that these functions be performed somewhere 
06S is the logical place. 

I have some cK>ncems about the collection Quldance Advisory 
Group (GQAG). % its Bswtbership this group will be etn^sed of 
busy men among whose duties the requirements probl«a and collection 
management occupy a relatively minor place. Requirements will he 
the least sexy of their oonoema for the most part, and the tendency 
to delegate representation downward in their organizations will be 
very great indeed. Whatever the initial enthusiasm and resolve of 
the members, it seems likely that the Job will pass from tha deputy 
dixmctors* offices down to specisl assistants and frtxa them probably 
even further ^knrn. This means the meed^ership of this group will not 
be able to take actions or make decisions without reference to 
authorities in their own offices, and so, pxt>gres8lvely, the group 
will be reduced to a discussion body and actions will have to be 
worked out between CGS and the office (»noerned. The variety of 
roles proposed for the QGAG in Bruce's recommendations means that 
there will be a large number of topics to be discussed at a CXiAG 
meeting, relayed back to the deputy director by his stsnd~in, further 
discussion without benefit of the group's views, further reference 
to the office director, and then a subsequent meeting in order to 
take action. While it is tarue that all the production offices listed 
In the revised recommendation have collection problems, there la vexy 
little commonality in substance among those problems. While both 
FUSAC and OCJ, or OSI and 0^ will have requirements to take up with 
CGS, those requlronents will be for quite different answers and will 
Involve quite different resources. While the OSAG would pzobably be 
of great use in adopting common procedures, in recognizing common 
mechanical problems, and in working out uniform criteria in general 
terms. It Is more than likely that substantive requirements and their 
management will require bilateral discussions between CGS artd the 
substantive office concerned. 1 am willing to give the proposal a 

try tnd hopeful that useful results will be obtain^, but this 

will depend on the continuity of aenier repreaentation from the 
offices and in the durability of their interest in the problems and 
intricacies of collection management. 
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If auy progress is to be asde In confining tbe inforsMtion 
exploaion «nd In screening the chaff out of the requirements system, 
then this CXIAO must be given erpllelt powers to say no to requljre- 
meats it considers invalid. If It can this and this alone, it 
might very well be a major answer to the deficiencies the IG group 
scolds so about. 

Incidentally, if the intent of thia revised reot^aapend at ion is 
to be served, it would be useful to propose rescinding the | | 25X1 A 

era "fecial Relatioxisblp" paper which puts CGS* role in relation 
to W/SbT offices on an **as requested" basis. The CGAO will not 
work if there is a conspiciKiuB difference among its members in their 
relstlonship to <X3S. 


i 


i 


Approved For Release 


8 : CIA-RDP85G00105R0001 001 30028-0 




Approved For Release 2002/06/18 : CIA-RDP85G00105R0001 001 30028-0 



RBOOUiEMXMTlXSi 9 '■ Peraotmel Exchange 
Chief, COS OcHSaeuts: 

25X1 A 

I share with I I hl> reservitloas ss to the ©fficsc 7 

of exchst^lng personnel with FI Staff in ln^HPOvlng our cowminiostlons 
with them. I ooncur in his substitute reooim»ndatiOQ that we att^q^t 
a series of regular meetings with FI Staff first , and on the basis of 
our erperiemse with that preoese then decide whether personnel 
exchanges would be further benefioisl. If the IPG hist and Goomittee 
revive, contacts with FI Staff under that aegis could serve this 
exploratory purpose also. CGS is anxious for more productive 
contact with FI Staff but has incresslngly <^e to resliae thst 
direct contact with the 1S3/P divialona is often necessary to get 
the job done. As snslyst-collector (x>ntscts Should be encouraged, 
so too should be contacts between OOS and collectors. 
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RJB006BiENnATIC»f 10 - CIBL Kotlce 
Chief, COS Oomaents ; 

Agree tl»t this is mltx>r, but would also note that this would 
be a first and useful step on the way to giving the GIRL offioial 
statue required to solve some of the probless we have in obtaining 
analyst participation in reviewing and updating the contents. This 
would be no minor improvement. 


RBOOftKENDATlfRI 11 - CIRL "Preface' 


Chief, QOS Coaaen ta; 


Concur with 


25X1 A 

revised reocsHoendatlon and also the idea 

of handling this on a trial basis at first. The GiGAG should be 
brought into this process to msintsln balsnce siaong the "more 


important needs". I would substitute the GQAG for the 
meeting of representatives fro® each office". 


infortaal 


RSOCRAIEINOATXC^ 12 - CIRL Background Stat^aaents 
Chief, OGS Comments ; 

As with No. 10 above, any measure which brings about partioi*- 
pation in the production of the GIRL by senior and responsible 
members of the production offices Is a step forward. I would 
recwaaend that ©JS bo charged to initiate and perhapa do first 
drafts of background statements (their scope and nature to be 
defined by experience). With the collaboration of office analysts, 
who should take final responsibility for the statements, these 
should then be reviewed by the CGAO as suggested in change to 
Recommendation II. 


Sluul j 
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REOOMMnaJUATION 13 — Collection Guldea 
Chief, CGS Oommenta; 


I iMve always had strong reservations about the virtues o£ 
standard con^rehensive collection guidance ^xmaents. If they 
relate to any real and active substantive problrata they are 
subject to rapid obsolescence. A few exwaples, carefully lutched 
to collectors' capabilities, have been useful— viz. the Cuban 
Handbook. The reworded reccnamendatlon la acceptable as stated, 
provided careful controls are exercised over "as needed" aixl 
"selected intelligence problaaa". Perhaps the whole approach 
could be tried out initially on an aspect of one of the "national 
survival' PNlO's generated under Recoomendations 1 and 2. For 
unlfonalty in approach, criteria aixi forest it might be well to 
put the reaponaibility for producti<» on (XiS in collaboration with 
the producing offices, rather than the other way arouiwl. Decisions 
about need and topic might be made a responsibility of 0GA6, so that 
all issuances of thla kind erase under a central control. 
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RBCa»(EMDA.TXO» 14 - DCS 


Chief, COS Cowmentg ; 

1 concur In Bruce *9 oBservetions, partlculeriy the point that 
changes resulting from other reecmoiendatlons shcMild hmieflt DCS« at 
least ca\ an Inteirira basis. 1 should observe also that ee have alaraady 
had some e xpert mac e with collectl<» guidance pre^uts with the DCS, 




I atomic energy developeMHuta . One ciuiMiticm coewe to 
mind however: DCS has indeed bewi euceeasful in re^ptuiding to eub- 
at«itive requirements, but there ie eca» question in our minds as to 
Whether those reipilrcamta were valid; the iyabiotic reletioniidilp 
between the (Imerel end Ufe Seiencee Diviaiona <mi and My 
®Mn that DCS has been tdiealng a number of re<pirenMte which probably 
^Mld not atand much examinatisn for validity. This, ineidMtally, 
is a good exMq^le of tha dangers Involved in unfettered analyst** 
collector coomunication. 
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KKxmasmmtm le imd it - sioxmr Probiasis 


Cht»l, CCffl Conuniitg ; 

The subetesee and foeie of XO reooBBsmdatiCHUi reo^xtllng t«ehut>' 
cel eolleoticm eyeteaui ebew e merited cliextfe tvtm those bearing cm 
laiaen eource collection. In the mein, the former are superficial and 
deal with relatively minor aiq;>eot8 of the deep and ooaqMtex problems 
me have with collectlMi guidance for SX0X1IT mjd reeomialsaance 
aatellitea. The problem iKtverted to in fteccmmmidaticm IT is being 
progressively dealt with by the XntelliiPHaee Guidance Suboomalttee 
of the OSlB SXOXlfT Committee on vhich CG8 represcmts CXA. The war- 
haul of GMIM reeulremmits for Imtin America and Sub»Saharan Africa 
took into account at every step the capacities of human source 
collection, and the 810X11T requirements wers revised aecerdingly. 

This proosss will continue as other free world Subelements sre 
stressed . 


The solution to the problem iiQ 1^1,1111 X0***''*^6CbtljL<UlX 

Training and Acceaa—meeta only a part of what the real problem la. 

This is <Mie of relations between K8A and CIA and, indeed, betwema MM 
^d the rest of the intelligonee community. The problems descend from 
KSA a defensiveness about its status in the caBsamlty and the declining 
prochiotivity of OCltlMT. It is suapiolcua and resentful of any of forts 
«i our part to get closer te it or to deal in detail with the probleaui 
of infermatlcHi, collection and eaploltstion which NSA la «m^unterlng. 
^a kind of trust and sharing of problama which la neaded here cmnot 
be legislated , SecommeiMiation 16 ae reworded by Bruce ia pmrfaotly 
acceptable, although I have scant hope of its producing any useful 
results. • f 
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REaMOmHSATZOK 20 - SIOZNT 
Chief, COS Oommente: 


I expect that the language of thia requlreaent will be over- 
taken shortly by the transfer to the SIOINT OofSBSlttee of responsi- 
bility for aXGIKT satellites in caonjunction with the conversion of 
<XMJR into OOMiRigt. The original intuit of Recoemendation 20 was 
to dcrsl with requirements fo r SlQtMT satellite collection. X 
25X1 A®“**®*^ that I I rewording be aaended ’*to dlreot GQS, 

with the asslstanoe of producing offices, to establish ... ” and 
to Include in the last line ”C1A tfembers of C3QIKXI and SIOIMT 
CSoBanittee Working Groups". X should like to see established the 
point that GGS hmm the respcmsibillty for processing all CXA 8XGXMT 
satellite requlranents and that <X}$ provide the OXA Member of the 
SXOXNT Satellite working Ckioup, whether it be in OOMOR or the SIOIHT 
Goraaittee. Biis woxUd conform to the principles in Recoamendation 8 
that OOS is the locue for the requirements handling inndoess. Because 
it may be useful to draw i^n the (XIAG to essist in the formulation 
of lottg-texm aatelllte collection j^uireamits and beeamae SXGXKT 
satellit«« are of material concern to QKL, it Bright be h^pful to 
include 0]^ in the meaRMrship of the CGAO, if only on an ad hoc 
basis when ELIKI matters are to be taken up. 



I 
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REOCHMMENDATK^ 23 - QOUKXL 


Chief, OGS Oonmente: 


I believe a careful dietinction needs to be made between 
the functions of the Informal group sponsored by Qialrman, (XKIOR, 
end the A/SD/1 on the one band and the regular in-Agen^ oaohinery 
for fortmilating end coordinating Agency positions on OOllOR matters 
on the other. The former was created to deal with temporary 
problems and technical matters often quite outside subjects on 
OOBCMt agendas; the latter existed before this group was formed, has 
operated during the foimer group's existence and will undoubtedly 
continue to exist sfter the lnf<»*asl SrrsngeBeats have been dispensed 
with. There need be no bar to dlscuasii^ Agency positions in the 
informal group but thoae poaitions should be arrived at outside it. 
Responsibility for the development of these positions should continue 
to rest in CGS, with the advice and counsel of other interested 
Agency elements in the DO/ 1 and OaVabT. This is the way the CIA 
position is worked out for other USIB collection oomlttees, and 1 
see no reason OGiKm or OCBilREX should be an exception. 1 would 
Biggest that Reccnmendation 23 be reworded to state "the OG/t and 
W/SttT direct OGS to formulate and coordinate CIA positions on 
requirements for overhead reootmalssance with the assistance of 
their prodtwlng offices.^ I do not believe that this recommendation 
'should or needs to deal with the status of the Informal C!CMC»1-A/1XQ/I 
discussion group. 
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RSCXKOISIfQATnai 24 tod 25 > l>r«otl<MX MeagWW 
Chief, CG8 Qpmmenta; 


t coiuiux' with Bruce's ocements sod with the rewordiuig of the 
recos^ndstion, except that 1 would have the mVl and mj/SM' 
ebmrge COS, with the asalstanee of the OQAG, with devising, etc. 
This is (wnaistent with the recomimadod cbaage for 26 and places 
the responsibility where it belongs, on us. In ell cases in 
these recxHomendatlons, X strongly believe that COS should be 
charged with these tasks, turning to the menbership of the OG4G, 
individually or collectively, for advice and assistance in getting 
the Job done. Ihe many steps suggested by the 10 Survey for 
division heads end, in 26, for office heads to improve the require^ 
ments situation may very well be the right ones, but to expect this 
to be acooo^lished in the same way by each division head Is 
unrealistic. I believe that with the assistance of the COAO we can 
work out practical measures, which may not be the same for all 
offices, whereby the process of review and validation of require- 
ments can be actively carried on. vrhat Js necessary is the 
metIu^dlcal attack Bruce refers to on the problems of <x>llectlon 
Winagement, and for this COS would carry the main responsibility. 
Division heads and office heads have other more pressing concerns; 
we do not. 
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HBOaUOQlQAtTXCW 26 - N«cs8»«try Sujq^rt 
Chief, COB C(»B««nt» ; 

Concur la the revielooi end hope for continuing wipport iron the 
X83/X end W/SUt in wr ef forte to oeotein the "informetion «iq>loei«i'\ 
Suggest that the reoama«idetion be revised to etete: 

"the BB/Z end the laot/SUr designate the Chief, €k>iZeetioa 
Quidancie Staff, in collaboraticm with the Collecticm Quidenoe 
Advisory Group, to be rei^Kmstble for managing the eolZeoticm 
guicbmce process and for ciontinuing review and such other efforts 
necessary to: 

a. As is. 

b. As is. 

c. As la. 

These efforts shall be tor the puirpoBe of ideatifying efficiencies and 
making recanm^dations for appropriate action to the VS3/1 and £g>/saiT." 

1 believe that the revision establishes the xespcmsibility right where 
it needs to be for the long term— on us. If the COM carries out its'^ 
part actively, imaginatively and consistently, problems of "authority 
within the line struoture" need not arise; we would look to members of 
the CGAO to exercise their line mithorlty to help solve problems at 
tlu» analyst level. Memwhlle this r«»BasMmLdati<mit, reworded, gives us 
room to etolvm and develop new and better procedures and teohniquM 
and to bring them before the OB/Z and the DD/SUf for approval and 
adopticm. I fael this recomaendatim gives us the necessary flexibility 
to i!iq[>rove without the rigorous "legislation'* that some might recceuMid. 
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RSOQUiBlIIMT^ 27 - Ifalnlag 
Cihlef, CGS CwBSenf ; 

Ooncvir i.n restatement. 
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